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Acclaim for Move Forward and Neal Nybo 

“I have known Neal for more than fifteen years, and been involved 

with his spiritual growth and calling quite intimately over those 

years. Neal is simply a wonderful human being of great talents and 

gifts. People naturally look to him for leadership and love to be in 

his presence. I am praying that he will have increasing opportunities 

to speak and to write, for I think what he has to say has now reached 

a quality that will make him a rich source of guidance and 

instruction in the spiritual life to many people.” 

—Dallas Willard, author, professor, pastor 

“Neal has developed a process that can help you get unstuck! I 

encounter individuals across the world, in all sorts of settings, that 

just need a simple, clear path, to move from where they are to where 

they know they need to be. Neal’s process does it.” 

—Terry Walling, author of Stuck! and president of Leader Breakthru 

“Neal is a special person, very attentive to the students, and 

communicates the contents of this process in a very simple and 

understandable way. I now understand more about myself and the 

actions I need to take to have a better life. Finally, I managed to have 

a direction of who I want to be 5 years from now. Thanks Neal!” 

—Grateful student 

“Going through the process laid out by Move Forward, I was able 

to get clarity on a direction I needed to go. This direction has 

enriched my life greatly and I would not have known my next steps 

if I had not gone through the Move Forward process.”  

—San Diego resident 
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Foreword 

In 2015, I had one of those crazy experiences where you know it has to 

be God. I was driving my car, thinking about the transition my church 

was about to go through when our senior pastor retired. I knew a 

committee was looking for an interim pastor to lead the church until a 

new senior pastor was hired. The thought came to me—why don’t you 

lead it along with Neal and the other ministers? It had to be of God 

because I would never have come up with this idea on my own. After 

many meetings and votes of various groups, I found myself working for 

$1.00 a year, and sitting around a table with four pastors and ministers.  

Everyone said we would lose ten to twenty percent of our attendance and 

income. So far, eight months into it, we are proving them wrong. In fact, 

we had the best December attendance and giving in ten years! I believe 

Neal’s leadership is an important part of our progress. He has a personal 

sense of direction in his life and is intentional about the steps he takes to 

get there. Our congregation is a big part of that journey, and we all 

benefit from his clarity. 

As a member of his congregation, I’ve watched Neal lead, teach, and 

write about transformation. I’ve participated in his workshops for our 

church. I’ve worked through the exercises in this book. While my 

organizations help leaders across the country, Neal has quietly offered 

his insights in San Diego, where God has planted him.  

I’ve been privileged to work with some of the best leaders in America, 

and written books with many of them. I’ve always tried to keep my 

guidance simple and easy to understand. Those are qualities I appreciate 

in this workbook. With a few simple exercises, done over a few days, 

Neal’s process helps you find the motivation to get to work on your 

future.  

Neal likes to quote me saying, “Knowing where you're going is the first 

step to get there.” This book will help you do both—know where you are 

going and what your first step should be.  

—Ken Blanchard, The New One Minute Manager and Lead Like Jesus Revisited  
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PART ONE 

 
WHY, WHAT 
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WHY MOVE FORWARD? 

 
“If you do not know where you come from, then you don't know 

where you are, and if you don't know where you are, then you don't know 

where you're going. And if you don't know where you're going, you're 

probably going wrong.” 

― Terry Pratchett, 

Move Forward will give you clarity and direction 

Imagine yourself sitting on a couch at a New Year’s Eve party. 

The crowd has moved into the other room and just a handful of 

people are catching up with old friends and getting to know new 

ones. Everyone has talked about what happened this year and their 

plans for next year. The dip bowl on the coffee table is empty and 

the chips are gone. Glasses have been refilled and all the preliminary 

conversation topics about what you do and where you grew up have 

stalled out. Then, rather than getting up and finding a new group to 

mingle with, one of the people sitting next to you picks up on 
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something you said earlier. She seems genuinely interested and asks 

you, “So, where do you see yourself in five years?” 

Another time, you might have given a noncommittal response, 

like most people would. But something about this question makes 

you want to answer it honestly. Can you? Can you give a thoughtful, 

specific, and clear answer to where you want to be five years from 

now? You take a sip of your drink to gather your thoughts but, 

before you can respond, a man on the other side of you jumps in 

with real interest and asks, “And what is the next step you need to 

take to head in that direction?” Assuming these two aren’t insurance 

salespeople or network marketers with their own agendas, have you 

got an answer?  

Where do you want to be five years from now and what are the 

next steps you need to take to get there? 

These are the two questions this workbook and journal help you 

answer. 

What is Move Forward? 

The Move Forward Workbook and Journal contains a set of 

thought processes, exercises, and reflection opportunities. 

Combined, they create an environment in your heart and mind that 

naturally leads to “Aha” moments and breakthroughs in clear 

thinking. They center around positive events in your life. You focus 

on the best character elements, values, and interests that make up the 
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core of who you are. These exercises are spread out over seven days, 

giving you enough time to genuinely reflect on lessons you have 

learned throughout your life. And the time is short enough that you 

can come to clarity and direction much faster than you imagined 

possible.  

This workbook and journal is the result of multiple generations 

of the Move Forward process practiced by thousands of people in 

live seminars, online video courses, and printed workbooks similar 

to this. It has benefitted from feedback to the point it can now guide 

you to a positive outcome in seven days. It has grown out of my 

passion for helping individuals and organizations find direction. 

There is a lot of me, including my beliefs and my stories, woven 

throughout the fabric of the book. To take my predisposition out 

would be to unravel this work and make it something other than 

mine. My clarity and direction would be missing. I’m not sure what 

it would be, but I wouldn’t be interested in it, and I doubt it would 

hold your attention. 

So, you get me as well as my book. I am a Christian pastor. My 

uplifting moments and core elements revolve around life-changing 

experiences involving faith. When I tell my stories, they are going 

to include God. That said, to the best of my ability, I have not 

explicitly incorporated faith language into the primary content of the 

book or the Move Forward process. Its principles are grounded in, 

and drawn from, my faith community. But, it is not necessary for 



Page | 13 

you to understand, agree with, or even recognize the spiritual 

foundations of this work for it to work for you. 

 

Window on faith 

Along the way, I will include small sections called “Window 

on faith” where I’ve included descriptions of, and background for, 

where my ideas have come from. Read or skip these sections. I hope 

the process detailed in this workbook and journal helps you as much 

as it has helped me and many others. I hope you find clarity and 

direction for your life, like a flashlight that reveals the specific next 

steps right in front of you and a general destination out ahead. 

 

Neal’s story 

I’ve scattered parts of my journey throughout the workbook and 

journal when my experience can give you a helpful example. I hope 

my story offers perspective and encouragement that the elements of 

this process have worked for someone else. 

Before you begin 

Like any journey, this one will be easier if you know why and 

how you are taking it. Here are some preliminary thoughts and 

supporting materials that will help you understand the process you 
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are about to engage. 

A simple plan for a life-changing process 

 First step: Create an environment in your heart and mind 

for clarity 

 On days one through five you will practice exercises that 

develop an environment in your heart and mind that naturally results 

in clarity for your future and your next step. 

Second step: Include someone in your discovery 

On day six you will share what you have been learning with 

another person. This adds the synergy of the two of you thinking 

together into your internal environment. Your energy and their 

enthusiasm can produce the “Aha” moment that can help you tighten 

your self-perspective and solidify your thinking.  

Third step: Identify your direction and next step 

With your new insight, you have confidence and conviction 

about where you need to go and what personal traits you will bring 

with you. You will identify what elements of your life to keep, 

improve, and phase out.  

Days one through five 

Each of the first five days follows the same pattern.  
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Morning section with two parts. Total minimum time: 15 

minutes. Feel free to take longer. There is no right or wrong here. 

• Initial thoughts: Here you’ll read about the process and 

what you will be working on that day.  

• An exercise that helps you focus on a single topic. 

Evening section. Total minimum time: 5 minutes. 

• Review and reflect on what you learned that day.  

• Recommit yourself to discovering your own clarity and 

direction.  

You are welcome to take longer, reflect more, and journal 

additional thoughts. 

Day six 

Today you review with someone else. It can be extremely 

clarifying to share your process with at least one other person. You 

will skip the morning exercise time and instead take at least fifteen 

minutes sometime during this day to share your major lessons and 

insights with another person. 

Day seven 

The final part of the process gathers and summarizes everything 

you will have learned during the previous days. The activities are a 
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little different and they may take a little longer. At the end of the 

day, you will have the clarity and direction you have been wanting. 

Day eight 

Before you close the workbook and journal, I’ve got 

encouragement for you based on all I have learned by leading others 

through the process. It also represents day one of your next steps. 

Groups 

The Move Forward process in this workbook and journal is 

ideal for a small group study in churches, homes, businesses, or 

anywhere else that groups gather and individuals seek clarity and 

direction. While the process can be completed in seven consecutive 

days, groups would probably take one day per week for seven 

weeks. Group members would do the exercise one day and the 

groups would discuss it at their weekly meeting. The process has 

been effectively used in seminar and group settings with hundreds 

of people. In fact, the synergy associated with group interaction 

enhances the learning and commitment process.  

Groups may want to pay particular attention to the “Window on 

faith” sections, where the biblical foundations for the exercises are 

described. For Christians, these will likely be familiar passages, but 

the ideas may be new. Both Christians and others will benefit from 

discussing each section and gain some wisdom from the concepts. 
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Group meetings assume members have completed their 

exercises. Each day’s work should be able to be finished in twenty 

minutes. If you are meeting together once a week, make the 

commitment to get that work done before the meeting time. Use the 

time to reflect on what you have learned. 

We’ve briefly introduced the idea that this process creates an 

environment in your heart and mind where clarity and direction are 

the natural outcome. More will be said in the coming pages. Your 

group’s time together helps create that environment for each 

participant. Keep the group and the conversation positive and 

supportive. Each person’s future, guided by this process, is 

important. Your group has an incredible opportunity to enhance and 

strengthen each person’s experience. I encourage you to take 

advantage of any opportunity to include others in your journey. 

What took me years will take you days 

I know where I want to be in five years, and the next steps I 

need to take to get there. They are based on the best core of who I 

am and my most uplifting experiences, so I am totally motivated to 

move forward. I’ve put in this workbook and journal what I have 

taught a couple thousand people already. What took me years to 

develop is now helping people like you find their own clarity and 

direction in just seven days. It may sound too good to be true, but it 

is already working for many. How exciting for you to be next!   
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DAY 7  

 
YOUR DIRECTION AND NEXT STEPS 

“Joy does not simply happen to us. We have to choose joy and keep 

choosing it every day.”  

―Henri J.M. Nouwen 

 
 

Time for Your Clarity and Direction 

In the introduction, I said this process would answer two 

questions. Where do you want to be five years from now and what 

are the next steps you need to take to get there? It is time to answer 

those two questions. Set time aside today for this final phase. Take 

as much time as you need for this step. You will benefit from more 

than fifteen minutes in the morning—an hour or even a half day of 

focused time would be better. Find a place conducive to thinking 

and reflecting on all you have learned. Let’s jump right in. This final 

exercise is going to get your clarity and direction down on paper. 
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Morning Exercise Day 7 

CREATING YOUR PLAN TO MOVE FORWARD. 

Five years from now I will be: (see Day 5) 

 

 I will hang on to these key elements of my core. (see Day 4) 

1. 

2. 

3. 

I need to improve or work on these areas that help me live 

into my core. (see Day 2) 

1. 

2. 

3. 

I need to surrender these things that discourage me or hold 

me back. (see Day 4) 

1. 

2. 
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Given these things I need to improve and surrender, I need 

to decide about the following soon. (see feedback on Day 6) 

1. 

2. 

3. 

To move forward, I can take this next step immediately. 

1.  

 

I can take these additional steps…   by this date: 

1.           

2. 

3. 

 

I will seek out these specific people or type of person such 

as a doctor, coach, counselor, to assist me. 
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Evening Exercise Day 7 

Review: Read through your answers from this morning. 

Reflect: Think about the next step you need to take that you 

identified this morning and decide when you intend to take that step. 

Recommit: Acknowledge that there are changes you want to 

make in your life and future.  

Repeat these affirmations out loud with confidence and 

enthusiasm. 

I’m ready to move from: 

• Complacency to adventure 

• Status quo to courageous change 

• Awesome foundation to next level 

• Comfortable to energized 

• Where I am to where I am going 

• Concern and worry to joy and enthusiasm 
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Journal Day 7 

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________ 

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________ 

______________________________________________________ 
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Journal Day 7 

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

______________________________________________________

_____________________________________________________
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Introduction 

 

Since you've picked up this book, you must have an interest in, or a concern about, challenges in 

a church. In that regard, we have much in common. I have written this book to train, motivate, 

and resource church members and leaders whose churches have unidentified or hidden 

challenges going unaddressed. Currently, I serve as a pastor of a Presbyterian church. I have 

served as chair of the Presbytery’s Committee on Preparation for Ministry, chair of the Council 

for the Presbytery, moderator of the Presbytery and on its Human Resources Committee. In both 

my roles as pastor and Presbytery official, I often hear church members complaining about 

problems that are likely symptoms of bigger problems.  

I have witnessed a large share of churches that were distracted by these kinds of symptomatic 

problems and did not recognize or address deeper issues, which exploded as catastrophic public 

conflicts. For example, one church had meeting after meeting where members argued over 

service times or changes in the kinds of music being sung or message being taught. Every kind of 

visible challenge or debate was talked about, sometimes solved, only to have a different 

objection raised. After years of symptomatic disagreements in the church, the middle governing 

body, in this case, the Presbytery, sought to help. Eighteen months later, the real problem was 

identified as irreconcilable conflict between the pastor and the elders. Unfortunately, 

membership and attendance had already dropped by almost 70 percent. 

While my work and research has been among Presbyterian churches, many denominations 

have similar enough organizational structures that they can benefit from the lessons, strategies 

and resources described here. In general, denominations are structured up from individual 

members to a national organization. Individual members attend churches. All of a 

denomination's churches in a particular geographic region belong to a middle governing body. 

This may be called a presbytery, dioceses, general conference, or something else. Those middle 

governing bodies may gather into one national group or there may be more levels of 

organization.  

Research, a lot of practice, feedback and results have combined to develop the principles in 

this book. A church or individual can use these principles to create their own discovery process. 

A middle governing body can add these lessons and practices to their existing strategies. Should 

help in leading this kind of process be desired, this book is part of a combined strategy ready to 

be implemented. The discovery system in this book has components for individuals, churches, 

and middle governing bodies. The processes for all three are related to each other. They may be 

implemented together or separately. Each works independently and all three work better 

together. Each is grounded in Scripture and the teachings of the church.  

 

Three components of a collaborative discovery process: 

• Individuals: Move Forward 

• Churches: Discovering Your Church's Next Step 

• Middle governing bodies: Getting Unstuck 

 



The kinds of deeper, real issues described above are not easily addressed by committee votes 

or application of a denomination's rules. Those rules may be very good at codifying church 

details—like who must approve, perform, and record baptisms. However, while a middle 

governing body may have a committee responsible for addressing problematic issues, they often 

do not provide specific direction for identifying, much less solving actual problems. While the 

desire of congregations and middle governing bodies is for growing churches and thriving 

ministries, tremendous energy has been invested in recovering from devastating disagreement. 

The magnitude of the problem of conflict in churches makes it important. Unresolved or 

badly resolved conflict has been devastating to churches, to both members and leaders. Damage 

can continue long after the visible conflict has been addressed, if secrets from the conflict 

remain, and can result in patterns of decline or only marginally maintaining the status quo. 

Pastors suffering from conflict often leave the churches they were called to by God, sometimes 

in shame and frequently deeply hurt with careers damaged or ruined. In such circumstances, 

spouses and children can be torn from a beloved church home. 

Conflict can be devastating. We do all we can to avoid it. Yet, conflict is also inevitable. 

Consequently, a healthy process that can lead church members to address conflict before it 

becomes destructive is vital. Often, when members identify a concern, they seem unable to name 

it or address it early—when it would be easier to do so. According to Marc Dupont in Toxic 

Churches: Restoration from Spiritual Abuse, open and honest communication can become 

almost “dangerous,” with members developing an unwritten code of rules. These can include 

being blinded by personal perceptions of reality, remaining quiet regarding abuse in order to 

“protect” the pastor, and guarding a false facade at all cost. This type of behavior results in major 

crises, it splits churches, devastates congregations, damages the souls and spirits of believers, 

and hampers and hurts the witness of Christ. Sometimes conflicts are numerous and addressed 

before growing and going public. However, those that do become public before the middle 

governing body is able to intervene often are devastating. The cost of not changing is high.  

I am motivated by this topic, because I have watched churches I care about be devastated by 

their conflicts. I have counseled well-meaning members who were stymied by lack of personal 

knowledge and ability and by church cultures that resisted discovery. Resolving conflict is a vital 

tool used by God to do the deep, transformative work in human beings. This profound work of 

the Holy Spirit is what initially drew me into ordained ministry. I have discovered that the life 

transformation in Christ that I seek is only available as Christians live and work through their 

lives together over time, even amidst the discomfort of conflict. Salvation and the kingdom of 

heaven are at hand, as Jesus said in Matthew 4:17. That kingdom calls for repentance and a re-

evaluation of the way individuals and communities live their lives. This kingdom call is the only 

way that conflict in churches will be recognized and ultimately resolved. 

This material is intended to help members of churches discern and be prepared to address 

problems, secrets, or difficulties within their congregation’s leadership, which the leaders are not 

addressing. My goal is to provide resources and training involving communication, discernment, 

small group dialogue, and a means for middle governing body-church-member interaction and 

feedback. My hope is that we can really make a difference. Churches can really address hidden 

challenges before they explode into public conflict. To that end, I have taken the next steps of 

creating resources for individuals and churches to be used to lead the kind of discovery process 

detailed in this book. You don't have to buy those books. Capable people can use the lessons 

learned and the principles described to design your own process. I will describe the process for 



both individuals and churches. You are free to use mine or your own. Either way, I would be 

happy to hear from you and help if I can.  

Dr. Neal Nybo, nealnybo@nealnybo.com 

 

  



Chapter 1 

The Leak Under the Sink 

 

 

A group of people at a party stand in their host’s kitchen looking at a puddle of water on the 

floor in front of the sink. While the puddle is a visible and clear problem, they realize 

immediately that it is neither the only problem nor the most important issue. Cleaning it up will 

not resolve their situation. Once tidied, the puddle will form again. They know the real problem 

is inside the kitchen cabinet. Once the cabinet doors are open, they may find a small drip or a 

stagnant pool damaging the interior of the cabinet or a hidden mold that can hurt anyone who 

comes near it. The systemic challenge and root issue (a leaky pipe) are concealed, completely 

out of sight in the cabinet. Before they can discover and address their predicament, they have to 

risk opening the door. There may be an unsightly mess, a harmful mold, a lengthy process to 

track the problem to its source, or an unexpected or costly solution that causes inconvenience. 

Still, to fix the problem permanently, those in the kitchen must open the cabinet.  

 

*** 
 

Shut tight refers to two situations in a church. The first is implied by the cover of this book. 

The church doors are shut tight....against...what? Against change, questions, outsiders, insiders 

with doubts? The doors and personality of a church can feel tightly closed against many potential 

threats or challenges. The second use of the term shut tight is more practical and comes out of a 

personal experience of the author, one that most readers will have experienced in one form or 

another. Its called the leak under the sink and it is the metaphor for this book and its strategy. As 

in the example above, the process in this book helps churches to open their “cabinet” doors and 

be prepared for what they find. Unlike kitchen cabinet doors, church doors are too often shut 

tight, resisting most efforts to open them. 

Churches face “puddle” problems on a regular basis. These kinds of issues are visible and 

relatively understandable.  

 

 

Puddle problems are visible and relatively understandable. 
 

 

The solutions are known, even if they are not easy. For instance, a pastor and a choir director 

have a conflict over the amount of time the worship service dedicates to sermons and to songs. It 

is a recognizable problem with an understandable solution: reallocate time. Unlike “puddle” 

problems, “cabinet” problems are not easily recognized. 

 

 

Cabinet problems are very real but hidden or ignored. 
 

 

They may be intentionally hidden or ignored by both leadership and members. Often 

“cabinet” problems are not addressed directly, and they lead to observable “puddle” problems.  



For instance, in the “puddle” problem above, the “cabinet” issue may be that the pastor 

secretly feels insecure about his inability to manage his time and his staff. Inside he may 

privately experience continual guilt because those he needs to peacefully shepherd work in a 

continual state of chaos. He believes that his powerful preaching will keep members from 

noticing, which would lead to identifying, his lack of management skill. Those who are aware of 

it—like elders, the next level of leadership—turn a blind eye and ignore it, justifying their 

inaction with the explanation that the pastor’s call is not to manage but to preach. Meanwhile, the 

choir director remains unaware of the pastor’s fear and keeps feeling pressured to cut songs to 

make time for longer sermons. Members complain of services running long, and staff becomes 

ever more unresponsive to reasonable requests.  

 

 

Puddle problems recur when cabinet issues are not addressed. 
 

 

Dealing with the “puddle” problem by reallocating time will not solve the hidden “cabinet” 

issue, because the “cabinet” dynamic will just surface again or sprout a leak elsewhere. In the 

end, the situation can deteriorate with staff, members, and even the pastor leaving or being fired.  

 

*** 

Reflection 

 

If you had to name a few problems in your life, what would they be? Which of these could be 

puddle problems, that is, they could be symptoms of a possibly bigger problem you are not sure 

about? 

 

Identify up to five problems in your church. Which of these could be puddle problems? 

 
  



Chapter 2 

Cabinets and Puddles 

 

Let's say you were dancing in the big ballroom with a balcony up above. A band plays and people swirl 

all around you to the music, filling up your view. Most of your attention focuses on your dance partner, 

and you reserve whatever is left to make sure that you don't collide with dancers close by. You let 

yourself get carried away by the music, your partner, and the moment. When someone later asks you 

about the dance, you explain, “the band played great, and the place surged with dancers.”  

But if you had gone up to the balcony and looked down on the Dance Floor, you might have seen a very 

different picture. You would have noticed all sorts of patterns. For example, you might have observed 

that when slow music played, only some people danced; when the tempo increased, others stepped 

onto the floor; and some people never seem to dance at all. Indeed, the dancers all clustered at one end 

of the floor, as far away from the band as possible. On returning home, you might have reported that 

participation was sporadic, the band played too loud, and you only danced to fast music. 

Achieving a balcony perspective means taking yourself out of the dance, in your mind, even if only for a 

moment. The only way you can gain both a clearer view of reality and some perspective on the bigger 

picture is by distancing yourself from the fray. Otherwise, you are likely to misperceive the situation and 

make the wrong diagnosis, leading you to misguided decisions about whether and how to intervene."  

            Ronald 

Heifetz, Leadership On The Line, pg. 53 

 

Sometimes in our churches, we need a “balcony perspective,” one that pulls back and sees the bigger 

picture. Without it, we individually attend services, interact and have our own experiences, isolated 

from all else going on. When we collectively look at the significant elements of our church, patterns 

begin to emerge. Often they are obvious but unnoticed until they are named, like all the dancers 

clustering away from the band in Heifetz story. 

In one church’s discovery process with almost 100 participants sitting at fifteen different tables in 

random clusters, patterns began to emerge from all of them about the need to learn to communicate 

truth without hurting others. A second observation was that members needed to focus on being loving 

more than being right. Up to that point, these people had all been on the dance floor, hurting and being 

hurt by one another, focused on being right rather than being loving. They all felt it, but they couldn’t 

define it until they came together on the balcony of a one day discovery process. 

 

             

  *** 

 



The leak under the sink metaphor gives us a visual image of a puddle of water sitting in front of a set of 

closed kitchen cabinets. Any of us can quickly see the connection to problems in our churches. Puddles 

are easy to see and relatively easy to address. They are also secondary conditions. That is, they are 

symptomatic of some other primary condition, a "cabinet" problem. The challenge is that primary, 

“cabinet” problems remain hidden, unknown or unaddressed until they expand beyond the church’s 

ability to contain or address them.  

 

 

Unaddressed cabinet issues don't go away.... they escalate. 

 

 

The middle governing body is called in to help solve the problem. Once that occurs, even if significant 

resources are brought to bear on the problem, history demonstrates that the conflict erupts and the 

middle governing body works towards recovery and repair rather than solution. In the churches 

researched for this book, extensive efforts were made by middle governing body members and 

committees, sometimes for years, without major improvement. Before public conflict occurred and 

before the middle governing body was called to help solve their problems, there were members who 

felt concerned that “cabinet” issues existed but were unable to get leadership to address them. Those 

members were ill prepared to discover what the systemic challenges and root problems were and even 

less prepared to name and address them adequately. In some cases, they were hindered by leaders who 

did not want these “cabinet” problems uncovered.  

For this reason, energy and resources need to be available at the middle governing body level to come 

alongside members and leaders who want to look at their deeper, “cabinet” issues. Those resources 

need to be readily accessible in informal ways, without the imposition of committee rules and tools.  

Without informal resources, the middle governing body is often limited to, or perceived to use, heavy 

handed, regulatory agency practices and procedures. At that point, recovery, repair, and keeping the 

doors open take priority over reconciliation. Conflict resolution is all but forgotten. 

It is easy to see how helpful would be a middle governing body-level process to resource church 

members when they suspect there are undiscovered, “cabinet” issues in their church. This process 

would prepare members and leaders to identify and begin to address their cabinet challenges early in a 

way that is clarifying, healing, and reconciling. Over time, this process would lead toward a middle 

governing body culture and environment of corporate and self-discovery. Addressing “cabinet” 

challenges early would become the norm rather than the exception.  

Since “puddle” and “cabinet” problems tend to overflow, overlap, and muddy an already existing mire, it 

proves helpful to distinguish them. The main difference among them is as simple and significant as 

technical versus adaptive challenges. “Puddle” problems tend to be more technical in nature. According 

to Ronald A. Heifetz and Martin Linsky, technical problems are the kinds of issues that people face on a 

regular basis for which they have known solutions.[1]  



 

 

To solve a puddle problem, change something. To solve a cabinet issue, change the people involved. 

 

 

For example, needing to lose five pounds put on over the holidays is a technical challenge with known 

solutions. To lose weight, one eats less and exercises more to burn more calories than one consumes. 

Technical problems arise in churches all the time. For instance, the Sunday school director does not have 

enough volunteers. The known solution is that an announcement for more volunteers needs to be made 

in worship services. In extreme cases, perhaps a sermon series on service is needed. When more 

ecumenical technical challenges arise—perhaps a pastor resigns or non-members wish to have their 

infant baptized—denominations can be relied on to provide standard operating procedures to address 

such situations. 

Adaptive problems are those that cannot be addressed by authoritative decisions. Adaptive problems 

require those involved to internalize a change before the problem can be resolved. In the case of being 

overweight, it may be that depression leading to an inactive lifestyle has contributed to the condition. A 

technical change like walking upstairs at work instead of taking the elevator will not solve the adaptive 

problem. An adaptive solution would be for the individual to internalize the change from inactive to 

active. The solution would require recognizing the need for help, perhaps seeking therapy, and altering 

the primary response to the systemic challenge (the depression). In this way, facing adaptive challenges 

will “require experiments, new discoveries, and adjustments from numerous places in the organization 

or community.” 

Adaptive challenges require new ways of processing information and making decisions. Addressing them 

requires experimentation, innovation, and changes in “attitudes, values and behaviors.” It is vital that 

these most important and difficult issues be addressed, but too often they are avoided. In Leadership on 

the Line, Heifetz and Linsky suggest that this avoidance is unavoidable.[2] This is because the church’s 

system of leadership, policies, theology, and polity may work against discovery or disclosure of such 

challenges.  

Mark Lau Branson and Juan Francisco Martínez also address this point in Churches, Cultures, and 

Leadership. When speaking of steps leading a church through significant transformation, they write: 

“This process is not about experts who tell us the truth and solve our problems—it is about leaders who 

shape an environment and provide resources so a plural leadership becomes normative.”[3] Although 

each denomination's system of governance is based on checks and balances among pastors, lay leaders, 

and members, shaping an environment and moving toward plural leadership with respect to problem 

solving are not readily familiar to church leaders—especially if such approaches to conflict are not the 

norm in people’s families of origin. More often, when faced with the risks and unknowns of adaptive 

challenges, leaders and churches instead try additional technical solutions or opt for denial. 

 

 



 

The discovery process helps a congregation identify, and name, their cabinet issues. 

 

 

One middle governing body executive referred to this need in a public email to pastors and elders: 

Often, we don’t get notified of difficulties in congregations until after there is significant or public 

conflict. Instead of being able to work on prevention and resolution, we have to work on damage 

control, restoration, and recovery. There is a need at the middle governing body level for voluntary 

intervention and training that equips congregation members and leaders to recognize and address 

underlying challenges before becoming larger conflicts.[4] 

The need addressed here is not resolution but its precursors; identification of the problem and 

preparation of members and leaders to be willing and able to embrace the necessary change.  

 

            

 *** 

 

Reflection 

 

Think about technical changes you have made in your life, changes you knew how to make and which 

were about external things. For example, buying a new car, changing from a job with one company to 

basically the same job with another, or buying a new set of cookware. 

 

Think about adaptive changes you have made in your life, changes you weren’t sure how to make and 

which meant changes in you. For example, learning to play an instrument or a sport, changing careers to 

something entirely different than what you had been doing, or deciding to become vegan. 

 

How have these various decisions changed your life? 

  



Chapter 3 

Why Not Just Leave the Cabinet Closed? 

 

Let sleeping dogs lie......... For the sake of the church........ To protect the pastor. Don't harm the 

unity in our church.......Leave well enough alone.........No one is perfect.......Where's the harm? 

 

"Getting into medical school is pretty competitive, and the desire to do well and be successful 

puts a great deal of pressure on the new incoming freshman. My husband had worked hard on 

his studies and went to attend his first examination. The honor system was expected behavior at 

the medical school. The professor passed out the examination and left the room. Within a short 

time, students started to pull little cheap papers out from under their papers or from their 

pockets. My husband recalled his heart beginning to pound as he realized it is pretty hard to 

compete against cheaters. About that time a tall, lanky student stood up in the back of the room 

and stated: “I left my hometown and put my wife and three little babies in an upstairs apartment 

and worked very hard to get into medical school. And I'll turn in the first one of you who cheats, 

and you better believe it!” They believed it. There were many sheepish expressions, and those 

cheat papers started to disappear as fast as they had appeared. He set a standard for the class 

which eventually graduated the largest group in the school's history."  

Stephen M. Covey, The Speed of Trust, pg. 65 

 

The cost members pay for other's inappropriate behaviors is staggering. From actual physical 

and emotional damage to loss of faith, loss of confidence, betrayal, loss of one's church 

family...the list goes on. No one said discovery work would be ease, just important. 

 

*** 
 

In San Diego, where research for this process was done, the consequences of the identified 

churches whose unresolved challenges have escalated into public conflict have been devastating 

on many levels. The data that follows comes out of that study but the only reason to do the study 

or publish this book is because its all kinds of churches all across the country. These 

consequences include membership loss, damaged relationships, and fallout that lingers long after 

conflicts have been resolved. Public conflict has led to losses in membership and attendance of 

40 to 50 percent.  

 

 

Public conflict has caused losses ten times as high as in similar churches without it. 
 

 

In the U.S., the number of Christian relationships that have been broken with little chance of 

ever being repaired must be in the tens of thousands, or more. Unhealthy patterns established 

during the conflict can continue long after any directly involved participants have left. Beyond 

these, churches can suffer residual roots of bitterness (cf. Hebrews 12:15) and unforgiveness (cf. 

Matthew 6:15), to remain with unknown impact in the spiritual realm (cf. Matthew 16:19). 

Negative consequences in membership and attendance levels are a fact. For five churches, one 

ten-year period saw average decreases in membership of almost 50 percent, almost ten times as 



much compared to similar churches without public conflict. Those numbers represent people 

who left their fellowship; friends; and possibly, in some cases, their faith.[1] These statistics 

suggest that resolving issues before they become public conflicts might be one of the best uses of 

a church’s or middle governing body's resources. Few events in the life of a church lead to 

almost 50 percent decreases. 

Shattered relationships remain broken long after apparent conflict has disappeared. For 

example, in the church that had its pastor removed by the Presbytery due to abusive leadership 

and management issues, hundreds of members continued to support him. Several hundred 

members left to form a new church with that pastor in another denomination, only a few miles 

from the original church. There was no attempt at reconciling the people on the two sides of that 

battle. Those former members continue to live in the same neighborhoods with members of the 

original church. Perhaps some have made personal attempts at reconnecting, but no records exist 

of large or organized efforts.  

The consequences of leadership problems can actually lead members into unnecessary long-

term suffering and even sin. Real and perceived hurt, betrayal, and damage are caused and felt by 

many people in a public conflict. Pastors, staff, elders, and members not involved in any of the 

conflict directly can hurt others as they try to help in the recovery or just by having an opinion. 

For example, members of a church whose pastor had undiscovered, hurtful, and inappropriate 

behavior supported that pastor long after he was gone and held grudges against new leaders who 

sought to resolve the lingering issues. Even ten years after the events, long time, faithful 

members refused to speak to current leaders, despite frequent attempts to engage them.  

Had that problem—even with a harmful, self-preserving leader (see Three types of leadership 

problems in the resources section)—been addressed early, these relationships and many like 

them might not have been broken. There would have been no need for such long-term animosity 

between people who were not even involved in the problem. A lack of intervention multiplies 

brokenness in the Body of Christ by hundreds or possibly thousands. The ongoing hurt caused by 

public conflict should be motivation enough to do whatever is possible to avoid it.  

Ultimately, it is nearly impossible to know the true cost of public conflict in churches in that 

its depth and breadth can be difficult to measure. Stories tell the heartbreaking price some have 

paid. Financial figures and layoff notices show the cost in reduced budgets. Empty chairs in 

sanctuaries reflect the decrease in membership and attendance. The spiritual cost is not so easily 

quantified, because it requires judging what levels of love and Christian maturity could exist if 

conflict had not occurred.  

 

*** 
 

Reflection 

 

Consider the potential problems in your church. Could they have the kind of consequences 

described in this chapter? 

 

Who else besides you might God be calling to be involved in this discovery process? 
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Are you willing to do the personal process before beginning the church version? Are there 

others you might invite into a small group to work on the personal process together, with or 

without explaining it is part of a bigger idea? 
  



Chapter 4 

The Best Kind of Help 

 

In his book Coaching For Performance, John Whitmore identifies the need to do more than tell 

people what to do. "Ask anyone what is the most frequently used instruction in any ball sport, 

and they will tell you, "keep your eye on the ball." 

In all ball sports it is certainly very important to watch the ball, but does the command watch 

the ball actually cause you to do so? No. If it did, many more of us would be far better at our 

sport. We all know that a golfer hits balls further and straighter when he is relaxed, but will the 

command relax cause him to feel more relaxed? No, it will probably make him more tense. 

If commanding a person to do what they need to do does not produce the desired effect, what 

does?  

John Whitmore, Coaching For Performance, pg. 44 

 

Whitmore goes on to say we need to ask good questions. For instance, which way is the ball 

spinning as it comes towards you? Does it spin faster or slower after it bounces? He says these 

kinds of questions create important effects that other questions or commands don't do. They 

compel the person to watch the ball. They cause the player to focus to a higher order than 

normal. Their answers are descriptive not judgmental.  

Elder meetings, congregational town hall meetings, even preachers giving sermons, are good 

at telling people what to do, setting goals, issuing directions. Unfortunately, these instructions 

often have as much effect as telling a person to keep their eye on the ball or relax. Worse, they 

can heap guilt or shame or confusion on a person when the commands sound like, don’t talk 

about that, just pray, trust your leaders. 

Just like a coach with a player, a discovery process that asks good questions leads a 

congregation to open cabinet doors, to focus at a higher level, and to be descriptive of what they 

discover, not judgmental. 

 

*** 
 

What kind of help is most helpful and how might a middle governing body best provide it? 

Research and conversations among members who lived through both hidden challenges and 

public conflict came to some conclusions about what would have been most helpful in those 

situations. Repeatedly, when their challenges, and their efforts to address them, were reflected 

on, people said three things would have been most helpful. They wished leadership had given 

members more responsibility. They wanted help from the middle governing body to not come in 

the form of enforcement. And they needed support to not feel punitive. 

Churches like the idea of putting responsibility into the hands of members and not session or 

pastors. It seemed to some people that pastors and other church leaders were already too busy 

and that a process that could be left in the hands of members might be well received. Members 

also said that help should not come from the enforcement arm of the Middle governing body. 

Some had experience with positive involvement from those officials; but since it came from a 

particular “problem solving” committee that often “dealt” with church difficulties, it was 

perceived by others as enforcement and not to be trusted. Finally, members felt help should be 

provided in a way that would make participation normative and not punitive. Members expressed 



that if people from many churches in the region were regularly participating in a process 

voluntarily, then a church with difficulties could take part without fear that such participation 

would be seen as punishment. Overall, when presented with the processes in this book, those 

interviewed were hopeful that helpful assistance could be provided in this new three-pronged 

approach. 

 

Help should be available for: 

• Individuals 

• Churches 

• Middle governing bodies 

Help should be: 

• Member driven not pastor led 

• Supportive not enforcement 

• Normative not punitive 

 

Member driven not pastor led 
One of the best ways to provide help was seen as putting responsibility into the hands of 

members instead of session or pastors. The logic had to do with a motivational factor. When 

members are motivated to move forward in a discovery process, it was felt they ought to be 

given the freedom and trustworthiness to do so without having to rely on pastors or elders for 

leadership or implementation.  

According to members, the need from leaders is one of giving permission and/or neutrality 

rather than direction and implementation. This perspective from members was due to their seeing 

how leaders already are busy with full schedules. While there is no guarantee that any process 

ultimately will succeed in avoiding public conflict, members believed that personal development 

and insight gained by members would be beneficial regardless of the outcome, if those members 

could have taken responsibility for their own process.  

 

Supportive not enforcement 
Providing help that does not originate from the enforcement arm of the middle governing body 

was important for those who offered suggestions. There was concern from members that appeals 

to the middle governing body for help often resulted in an official response from the same 

“problem solving” committee. This felt like a last resort that could brand members as traitors to 

leadership.           



Even when helpful, the middle governing body hasn’t always been trusted. One church had 

experience with a subcommittee, specifically developed to help without getting the “problem 

solving” committee involved. The subcommittee successfully helped multiple churches.. It 

helped several churches resolve issues, thereby averting conflict. However, these situations were 

kept confidential. No one in the middle governing body outside the specific churches knew much 

about them. In other cases, the subcommittee group was not successful in averting conflict. In 

those cases, the “problem solving” committee had to step in with traditional mediation 

techniques like administrative commissions. Over time, the subcommittee developed a negative 

reputation as the forerunner to a full intervention. Members of the committee became unwelcome 

in congregations with concerns. The group was disbanded. It is still felt that any “problem 

solving” efforts could be viewed as enforcement.  

Members had experience with their pastor not wanting any middle governing body 

intervention. They believed he felt defensive and threatened by the outsiders over whom he did 

not have control. Also, their church experienced very difficult and divisive conflict over a 

conflict management expert sent by the middle governing body to work with leadership. These 

examples demonstrate the kinds of resistance there can be to even well-meaning, expert 

intervention. Therefore, for the greatest potential fruit of any help that is provided, it is important 

that when help is offered by the middle governing body that it not come from any group of 

committee that could be perceived as enforcement.  

 

Normative not punitive 
The final recommendation on how to provide help was to find a way to make participation 

normative and not punitive. The point that interviewees were trying to make with this suggestion 

is that the process, attitudes, or activities should be typical and standard in the middle governing 

body and not only enacted as punishment or corrective. Essentially, this is a pro-active versus a 

reactive perspective. It engenders an environment of self-discovery. Some of the comments were 

about having a culture in the middle governing body that assumed churches were authentic and 

talking to one another rather than staying isolated and on their own. They talked about a 

normative process that could encourage leaders, elders, and members toward interaction in non-

threatening environments which allow transparent communication. They imagined a personal 

growth or discipleship process unrelated to conflict or problems for members which leadership 

could embrace and encourage participation. 

Participation could be in a style of attraction and invitation. Participation should look 

attractive enough to help people want it and choose to become involved. It allows for 

involvement at whatever level and intensity members and churches choose to invest. Invitation 

means that it cannot be imposed on churches from the outside. There is not enough authority to 

force churches to participate. From this project’s perspective, imposing action on churches is not 

helpful for adaptive change, which requires ownership and recognition of the need to change.  

 

*** 
 

Reflection 



 

In your experience, do these three recommendations ring true? A discovery process should be 

member driven not pastor led, supportive not enforcement, normative not punitive? 

 

Describe a time when someone enforced a lesson or process on you. For example, piano 

lessons or a corporate training program. 

 

Describe a time when you wanted to learn something and others were supportive.  

 

Talk about the difference between these two experiences. 
  



Thank you for reading this extended sample of 

Shut Tight 

By Dr. Neal Nybo 

 

The entire book is available at Amazon.com and provides extensive support from Scripture, faith 

principles, and practical experience. 
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General Instructions 
Welcome to seminar preparation. Seminar leaders are an incredibly 
important component of the seminar environment. Leaders who are 
comfortable facilitating a noisy, hard-to-manage, crowd are critical. 

What these leader's notes are and what they are not. 
These leader's notes are just that, notes. They are not a step by step 
guide for planning, promoting, executing, and following up on the 
seminar. We assume you know how to plan and promote an event of 
this size in your context, with your resources and your people. Frankly, 
if you don’t know how to do that, giving you instructions wouldn’t 
help. But, let’s review our expectations briefly. 
We assume that a person or team will have been planning this half 
day seminar long enough to have arranged for the room, coordinated 
a team to help in the seminar, promote the event to get maximum 
participation, and prepared themselves to present the material and 
guide the process. At the end of the seminar, you will have a stack 
of Final Table Reports – page 23 of the participant’s guide. These 
will need to be reviewed by a team to find common themes, obvious 
answers, and to finalize results and recommendations. You will also 
want to have a plan to share or distribute the information to leadership, 
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the organization, staff, and any nominating committees that might be 
affected. 
We assume you know how to do all of that! 
What we can help you with are details and recommendations from 
experience leading these seminars with hundreds of people in multiple 
events, with various size groups. 

Ground rules 
There are a couple ground rules that people need to follow. Really 
there are just three. 
1. Stick to the times indicated. 
2. Do the work. 
3. Follow the thumbs up rule. 
4. Stay true to your organization's culture. 
Stick to the times indicated. 
We’ve talked about this already. People need to understand it is their 
responsibility and obligation to help the entire group stay on track. 
Do the work. 
Everyone is important. Do your best with each question. Don’t 



dominate and don’t disappear. 
Follow the thumbs up rule. 
The thumbs up rule is introduced on page 2 along with an exercise to 
practice it. Be sure everyone participates and follows the rule. Enforce 
this hard this very first time and everyone will follow it for the rest 
of the seminar. Don’t enforce it, and social pressure will grow to let 
some people talk more, even dominate. This is a killer for genuine and 
authentic participation. 
Stay true to your organization's culture. 
In particular, there are places that direct people and groups to pray 
(see pages 10&12). Church's pray. People may pray. Organizations 
might pray. With this issue and any others that arise, do what is most 
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comfortable and natural in your setting. Give people permission to 
be themselves. For a different kind of example, page 19 offers an 
important moment of group dynamics. Do what the instructions 
say, but, in addition, if your group holds hands, do that at the end 
of the exercise. Sing a song. Pat each other on the back. Or, grumble 
uncomfortably about how this is all getting too "touchy feely" for us. 
Generally speaking, it is more important for your group to stay in 
the moment naturally, throughout the seminar, than to follow exactly 
what the directions say. 

Things you need. 
• One official workbook PER PERSON. Everyone needs their own 
copy. 
• Several roles of painter’s tape. 
• Extra Pens. 
• Wall space to post lots of 8.5 x 11 sheets (see page 5 in participant 
guide). 
• Helpers. Generally, it is helpful to have two or three but not more 
than five. 
• A few extra copies of page 20&21. See instructions for those pages. 

This is a fun experience for participants, a nerve wracking exercise 
for you! 
Trust us, people are going to have fun. They are going to be talking 
about their ideas. They are going to be talking about the best parts of 
your organization. They are going to have a good time. You will enjoy 
how well things are going, but you are going to be working the entire 
time! You (and your helpers) need to be watching everything, all the 
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time. You need to help tables that are stuck or have questions. You 
need to try to keep people from dominating. You want to encourage 
quite people to participate. We will say this several times – it’s not a 
difficult process, but it takes strong leadership. 

There are 3.5 HOURS of activity in this seminar – MINIMUM! 
The information covered and the time required to insure a satisfactory 
experience for participants and a successful outcome for the event 
require a constant tension between giving people enough time to 
process and pushing them to keep going and not get distracted. 
Every exercise has been assigned a time. These times are just about 
long enough for the most deliberate people and not to long for the 
quickest. All exercises combined total 2.5 hours. Some exercises will 
take a little longer. People will also take time during transitions from 
one exercise to another. You will likely find yourself inviting people 
to stand and stretch as you see the need. There will be questions and 
distractions. People will arrive late and you won’t get started on time. 
Plan for 3.5 hours and you will be fine. Try to squeeze the seminar into 
less time and you will be rushed, people won’t enjoy the experience 
and your outcomes will be less than satisfactory. 
Practically speaking this means starting at 9:00 AM and ending at 
half past noon. Generally this has proven a successful schedule. You 
are free to set your own start time. Just be sure to allow at least 3.5 
hours from official start to end times. 

Only 4 or 5 people per table, we aren't kidding! 
There can be only four or five people per table - NO MORE than five. 
We will repeat this in multiple languages for emphasis. 
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There can be only four or five people per table! 
Sólo puede haber cuatro o cinco personas por mesa! 
Il ne peut y avoir que quatre ou cinq personnes par table! 
The reason is that a foundational premise of this seminar is that 
everyone is heard. Each person needs to contribute. You as leader face 
the daunting challenge of keeping people on track and finishing on 
time, before people start leaving. You may be tempted to make the 
seminar longer - five hours or six. But, as the seminar gets longer, 
fewer people sign up and fewer people stay for the whole thing. At the 
four hour mark people agree to attend but only commit "until lunch" 
or "for the beginning." 
So you live with the tension of giving everyone enough time to 
participate within the limited time they are willing to give you. Once 
there are more than five people at a table, some people will not share 



and others will dominate. 
You must use a firm hand to overcome the social pressure people will 
feel to "include" someone at their table. Spouses and friends will want 
to sit together. Three couples came together, etc. Trust us, the people 
who force you to let them have more than six will be the ones who give 
negative feedback that they didn't have time to share. Those tables will 
begin lagging behind. They won't be ready to post their answers and 
everyone else (dozens? hundreds? of people) will be standing around 
waiting for that table. Some folks will wander off while waiting and 
you will spend your time keeping everyone engaged while waiting. 
If you only have tables that seat six or eight, put a line of painters 
tape down the middle and tell the table that they are now two groups 
of three or four. Have them wave goodbye to each other and don't talk 
to each other anymore. 
This is hard. And, it happens right at the very beginning before you 
have built credibility with the group and before they have experienced 
anything positive. We apologize in advance. Invoke the IKEA way (see 
below). We can't emphasize this too much. 

 

 

 

Embody the “IKEA way.” 
When people are having fun, they are going to want to keep doing what 
they are doing. They will want to talk and not think more. They will 
make suggestions, have better ways. They will want you to explain 
why the instructions are the way they are. 
If you have ever built IKEA furniture you know you must “trust the 
creator.” In the box are the parts of the furniture with lots of little 
pieces and they go together exactly, and only, the way the instructions 
describe. Many of us instinctively want to try to do it our way without 
the instructions. Or, when it doesn’t seem to be working, we assume 
the instructions or the pieces are wrong. In those moments, we must 
embody the IKEA way and trust the creators of our piece of furniture. 
They know how and why they have designed the way they did. The 
only answer we can give to why we need to do it this way is, “because 
the instructions say so.” 
In this seminar, that is your safest and most accurate response, 
“because the instructions say so.” If pressed, you can direct people 
to the last page where the creator’s web address is given. Tell them to 



write their comments and questions to him, after the seminar is over. 

Page by Page Instructions 
The following instructions refer to pages in the participant’s guide 
Page 1 
Invite everyone to take a minute and read page one. You might find 
one point you like and highlight it briefly after you’ve given them time 
to read. 
Page 2 
Walk everyone through the recommended times and the thumbs 
up rule. Carefully guide them through the thumbs up exercise. Show 
them the two minute (2) indicator. Explain the exercise then have all 
tables start with their thumbs up. Give them exactly two minutes. Stop 
them and ask have everyone stand. Have all tables who finished the 
exercise in the two minutes sit down. Ask those standing if they really 
followed the rules. If every table finished on time, congratulate them. 
If some didn’t simply remind everyone how important it is to follow 
the instructions. 
Page 3 
Walk through this page briefly. 
Page 4 
11 
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Point out the icon for individual work. Set people free to work on 
their own. Give them seven minutes then ask if anyone needs more 
time. If so, give them the last three minutes of the total ten. 
Page 5 
Walk them carefully through this page. A little extra direction here 
will pay off in clarity the rest of the seminar. 
Point out the icon for table work. Let them get started on number 
1. Move them quickly to number 2 after ten minutes. Stop them and 
have everyone watch your directions for number 3. Use a blank page 
6 from someone’s book. Just tear it out. Have someone tell you one of 
their answers from number 2. Write it in large letters on your sheet. 
Have them do the same for just the first answer. Have everyone hold 
up their first answer. When it is clear they all get the concept, have 
them go on to number 4. 
CLARIFICATION: NOT EVERYONE NEEDS TO TEAR PAGE 6 
OUT OF THEIR BOOK. Each table only needs three sheets. 
LOOK AT THE PICTURE ON PAGE 5. People will begin bringing 
you their answers. Just start posting them on the wall using painters 
tape. THIS IS A GREAT PLACE TO USE HELPERS TO POST 



ANSWERS WHILE YOU KEEP TRACK OF THE WHOLE ROOM. 
Try to get them in rows and columns but not to neatly. They are going 
t move around. As people bring them up, combine similar answers. 
Tape each new same answer to the bottom of the last one. For example, 
if six tables have, “feeding homeless at Thanksgiving” as an answer, 
tape them all together. 
 
End of excerpt. 
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Welcome to a powerful experience of clarity, community, and direction. 

The discovery process you are about to participate in is designed to create an environment of 

openness in the seminar and in your heart. It is an environment where growth and direction are 

natural outcomes. The process is also intended to lead the entire group to a clear understanding of 

the organization’s next steps and its direction for the next few years. 

A word about language. In a few places, God is mentioned. You are not required to believe the way 

anyone else does, or at all. You are welcome to substitute language like "higher power" or no 

spiritual perspective at all. Below are some verses from the Bible. These are the only ones in the 

workbook. They communicate age old wisdom that is useful to the seminar. 

Creating an environment for growth 

Mark 4:3-8 “Listen! A farmer went out to sow his seed.  As he was scattering the seed, some fell along 

the path, and the birds came and ate it up.  Some fell on rocky places, where it did not have much 

soil. It sprang up quickly, because the soil was shallow.  But when the sun came up, the plants were 

scorched, and they withered because they had no root.  Other seed fell among thorns, which grew up 

and choked the plants, so that they did not bear grain.  Still other seed fell on good soil. It came up, 

grew and produced a crop, some multiplying thirty, some sixty, some a hundred times.” 

Preparing the soil of your organization's heart 

Look at that familiar parable of Jesus and consider what contribution the farmer can make, He can't 

change the seed. He is already throwing everywhere. The only other thing he can do is change the 

kind of soil the seed falls in. He can change the environment of the soil to make it more conduce to 

growth. Good soil has been prepared. We can't force growth in our hearts but we can prepare the 

ground to be ready for it. We can create an environment for growth. 

Your next step and long term direction 

Psalm 119:105  “Your word is a lamp for my feet, a light on my path.” 

A Flashlight shining on your future 

The flashlight is a modern metaphor for Psalm 119:105. Point it at your feet and it reveals a clear next 

step for you. Point it in front of you and it partially illuminates a place ahead of you, but not as 

clearly. You have a next step and a clear direction, but not a distinct destination. 

This seminar will help your group find its long term direction its next steps. 

1

Before you begin 



1. Stick to the recommended times 

Throughout the day, you will participate in a variety of exercises, by yourself, at a table, and with the 

whole group. Each exercise has a recommended time associated with it – (10). These times are 

enough for most people to finish without anyone having to sit around waiting too long. They also 

keep the seminar moving, helping to ensure you end on time. While you may feel rushed at times, 

please stick to the times and support the facilitator in their efforts to keep the group on track. 

2. Follow the "Thumbs up" rule for interactions 

DYONS is grounded in the need and desire for everyone to have a voice and to make a contribution. By 

design and by necessity, not everyone can share everything they think all the time. Throughout the 

workshop, you will be invited to prioritize your answers and value other's contributions. The same is 

true for the large group. 

To help everyone be heard and to prioritize your answers, we practice the "thumbs up" rule. Let’s try 

it now. 

Thumbs up exercise (2) - note the recommended time! 

At your tables, everyone put your hands out with your thumbs up. Go around the table and each 

person tell your name. As each person shares an answer, they must put a thumb down. Once you have 

gone around the table, start again and answer EITHER the question, “Where were you born,” OR “ 

Have you been at the church more or less than ten years?”. When you answer one of those questions, 

put your other thumb down. Once both thumbs are down, you must let others speak. Everyone has 

two thumbs and gets two answers. 
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Three kinds of activities 

Throughout this workshop, you will be called on to participate in three ways. 

There will be: 

Individual work - done by yourself. 

Table work - done together around a table with a handful of others. 

Large group work - done by the entire group or some large subset of it. 

Keep to the schedule - each exercise has a time limit. Stick to it or you          (15)  

won't be home for dinner! 

Uplifting experiences in your organization: 

In the first section, we work in all three groups - individual, table, and large. Each 

person will have a chance to contribute their thoughts on some of the most 

uplifting events or experiences of the organization. Tables will select answers and 

share them with the entire large group. The large group will decide on up to six 

experiences for everyone to study. Then each person will choose which of the six 

answers they are most interested in looking at. 
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Individual work 

Each person works by themselves and writes their answers below. 

1. Select up to six answers to the following question and jot them down in the 

indicated spaces. (10) 

What have been some of the most uplifting experiences in our organization’s life? 

You may be able to think of a few. Indicate them here. 

1.                                                                              4. 

2.                                                                              5. 

3.                                                                              6. 

2. In the next part, you will work with your table. Share ONLY TWO of your six 

answers from the grey section with your table.           

Identifying uplifting experiences
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Table work 

1. Using the "Thumbs up" practice, each person shares with their table group what 

they consider the two most significant experiences from the previous page.  (10) 

2. Considering all the answers shared, the group develops ONLY two or three final 

answers for the table. (5) 

Final table answers: 

1. 

2. 

3. 

3. Tear out the blank "uplifting experience" page from two or three participant 

workbooks, write one of your final answers in large, LEGIBLE print, on one page. 

4. Do the same for the table's second and third answers. 

5. Post them as instructed. 

When tables post 

their answers it will 

look a little like this

Identifying uplifting experiences
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Table work 

Each table should assign one person to be a facilitator to keep the table on task. 

   

As a table, thoughtfully answer the following  9 questions about your table topic. (15) 

1. What is your table topic? Copy your table topic from the wall card. 

For each of the following questions, come to consensus around your table and write your 

table’s final answer in the indicated space. 

2. What are important details and circumstances of your table topic? 

Table’s Final Answer 2 

3. What people play a part in this moment or event? 

Table’s Final Answer 3 

4. Where can you see God actively working in all of this? 

Table’s Final Answer 4 

5. What lessons were learned or need to be learned from or about this experience? 

Table’s Final Answer 5 

Identifying key elements
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What stands out most

Table work 

Things to hold on to 

Review everything you have written in answers 1-9. Write down the three positive 

thoughts, character traits, or lessons that stand out most for your table as things to 

hold on to. (10) 

1. _____________________________________________________ 

2. _____________________________________________________ 

3. _____________________________________________________ 

Things that could be improved 

Review everything you have written in answers 1-9. Write down the three thoughts, 

character traits, or lessons that stand out most for your table as things that could be 

improved. (10) 

1. _____________________________________________________ 

2. _____________________________________________________ 

3. _____________________________________________________ 

Sharing your answers with the large group 

1. Tear out the blank "things to hold on to"page from three participant workbooks. 

2. Write one of your final answers from that question in large, LEGIBLE print on one 

of the three pages. Do the same for each of your other two answers. 

3. Tear out the blank "things that could be improved"page from three workbooks. 

4. Write one of your final answers from that question in large, LEGIBLE print on one 

of the three pages. Do the same for each of your other two answers. 

5. Post your six answers as instructed.  

13

Skipped pages



Organization:                                                                                            Date: 

We, the undersigned, have participated in the Discovering Your Organization's Next Step 

process. We have come to understand what some of our organization's most uplifting 

experiences are. We have identified six key topics in our organization. And we have 

identified things about each that we should hold on to and things that could could be 

improved. From these, we will recommend a variety  of conclusions, observations and 

answers that will help us find our institution's heartbeat and direction for the future. 

While any of us might have changed a few things we agree with the overall results. (5) 

Agreeing on our outcomes
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Final table report - complete and turn in before leaving

Table Group: 

Remembering "thumbs up," take a few minutes at your table to listen to each 

other's answers to the following questions.  Using the questions below, 

prayerfully summarize your table's thoughts and turn in one, NEATLY WRITTEN, 

copy of this page. (15) 

Our organization’s highest calling includes: 

______________________________________________________________________ 

______________________________________________________________________ 

________________ 

 Based on these elements of the organization’s highest calling and other key 

realizations: 

These are two or three things our organization needs to hang on to. 

1. 

2. 

3. 

These are things our organization needs to surrendered. 

1. 

2. 

In general, what is something that needs to improve? (Don’t get bogged down in 

details or solutions) 

Given the things our organization needs to hang on to, surrender, and improve: 

What decisions need to be made in the near future? 

1. 

2. 

What work needs to be done first? second? 

1. 

2. 

What actions need to be taken? 

1. 

2. 

Please include a name and email of a spokesperson for your table. 
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